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This research takes place within a broader study, which aims to highlight the 
evolution strategies of the companies competing within the consumer electron-
ics industry, and the consequent changes that have characterized the market 
worldwide.  
This paper analyzes some management and organizational issues of a me-
dium Italian firm (Mivar), which has been producing television sets for almost 
fifty years. The aim of this paper is to underline not so much the path of Mivar 
growth, but the gradual loss of competitiveness, which has now led this firm to 
a position of total dependence on its environment. This could provoke the exit 
of Mivar from the market.  
Emphasizing the opportunities offered to companies by the growing inter-
nationalization of the business, we highlight, however, that generally the glob-
alization of an industrial sector does not imply a consequent internationaliza-
tion of the firms operating in it. This can happen especially if the firm suffers 
for weaknesses due to sub-optimal size and inadequacy of its governance, like 
in  the  case  of  Mivar,  where  the  lack  of  internationalization  of  its business 
causes several problems in managing the global supply chain, therefore com-
promising the system of relationships with upstream and downstream compa-
nies.  
 
JEL Classifications: F23, L2, L11, L68 
 
Keywords:  Television  Set  Industry,  Internationalization,  SME  Governance, 
International Supply Chain. 
________________ 
1  Patrizia  Silvestrelli  is  Research  Fellow  of  Business  Management,  University  of  Macerata,  
Faculty of Economics, Department of Economic and Financial Institutions.  Contents 
 
1.  Introduction  3 
2.  Evolution and changes within the global industry of television set  6 
3.  The growth of a small Italian firm in the television set industry  9 
4.  Supply chain management: the power of large international sup-
pliers 
12 
5.  The role of big retailers within the Italian TV set industry  14 
6.  Findings and discussion  16 
7.  Conclusions and implications for future research  19 
  References  22 
     







This paper was presented at the European Academy of Management Confer-
ence (University of Rome Tor Vergata, 19-22 May 2010) and is part of a wider 
study that has been carried out by the Author, concerning the analysis of the 
television sets industry’s changes. This is a revisited and updated edition of the 
Euram paper. 1. Introduction 
 
A huge amount of studies on the internationalization process of firms has been 
carried out in the last decades. The international business literature has several 
similarities with the strategy theories that focuses on the industry as well as the 
resource-based theory of the firm (Bartlett and Ghoshal, 1989; Collins, 1991; 
Zou and Cavusgil, 1996; Doz, Santos and Williamson, 2001). An interesting 
approach to industry’s analysis is shaped by Caves (1971) who gives an impor-
tant  contribution  in  understanding  the  role  of  foreign  direct  investment  as 
critical factor for industry’s development. Following studies are made by Porter 
(1980; 1990), who identifies a framework for competitive analysis and gives a 
deep insight on competitive business strategies in relation to the diverse stages 
of industry’s development. 
Many interpretations and several theoretical frameworks have been devel-
oped, without giving however an exhaustive definition of the complex phe-
nomena  of  firm’s  internationalization  (Coviello  and  McAuley,  1999).  This 
represents in fact a heterogeneous phenomenon for the aims of this strategic 
choice and the ways it takes place (Chang, 1995). Particularly, the decision to 
internationalize can be seen as “the consequence of a process of incremental 
adjustments to changing conditions of the firm and its environment” (Johan-
son and Vahlne, 1977, 26), where firms evaluate and explore new possibilities 
in order to manage the international supply network efficiently (Parasuraman 
and Grewal, 2000). 
According to the Uppsala internationalization model, it is possible to iden-
tify a sequential approach to the international development, where a firm can 
evolve internationally moving from export, to joint ventures, to fully owned 
operations as it becomes more experienced; however, several studies highlight 
some limits of this evolution path (Forsgren, 2002; Gemser, Brand and Sorge, 
2004). Among these, Rennie (1993) and Zanni and Zucchella (2009) point out 
that there are small firms which show a proactive and intense orientation to in-
ternationalization since the first years of their business activity (born global firms 
or international new ventures) without following sequential steps of the interna-
tional development. 4    P. SILVESTRELLI 
Therefore, the firm size does not seem to affect the possibility of achieving an 
international development, since both large and small enterprises seek the in-
ternationalization as a strategic path, useful to meet the challenges from the 
competitive environment. This is the core issue on which the first research 
question of this paper is based on:  
 
RQ1: The internationalization process gives to SMEs great opportunities to grow.   
 
Internationalization is a difficult choice for both small and big companies since 
they have also to manage a system of international relations with other firms, 
belonging to the value chain (Harrison and van Hoek, 2008). Over the years, 
the importance as well as the need of managing global operations increased 
since the supply chain management is not just a domestic phenomenon but it 
overcomes boundaries, imposing new challenges to managers. Geographical 
distances, different local practices, supplier availability, and supplier quality are 
just some of the difficulties that inhibit the degree to which a global supply 
chain can provide a competitive advantage (Dornier et al., 1998; Wood et al., 
2002; MacCarthy and Atthirawong, 2003).  
Particularly, many studies have been carried out since the seventies in Italy, 
highlighting the variety of SMEs’ international experiences, and their strengths 
and  weaknesses  toward  international  markets  (Pepe,  1984;  Grandinetti  and 
Rullani,  1992; Golinelli,  1992; Depperu, 1993; Cafferata and Genco, 1997). 
Theses researches regard both single Italian firms and various forms of indus-
trial districts, which, in most cases, are a suitable “environment” for developing 
and spreading knowledge, and help SMEs in maintaining their competitiveness 
and acquiring more “visibility” both in domestic and foreign markets. (Loren-
zoni, 1997; Varaldo and Ferrucci, 1997; Zucchella and Maccarini, 1999; Musso, 
2000; Cerruti and Musso, 2004; Pepe, 2006). At the same time, those firms be-
longing to international networks can acquire considerable advantages in ap-
proaching foreign markets, despite their correlated management problems of 
power and coordination (Johanson and Mattsson, 1989; Forsgren and Johan-
son, 1992).  
In any event, the need to manage relationships with international organiza-
tions (such as suppliers and distributors) often requires some modifications in SME and the Global Television Sets Industry      5 
the organizational structure, in order to make it suitable to implement the stra-
tegic choices, which modify in relation to the opportunities coming from time 
to time from the international markets. 
All these aspects become more critical for SME because they require not 
only an adequate organizational structure to implement the international strat-
egy, but also an enlighten entrepreneur and a pool of expert managers able to 
guide the firm toward successful international ventures. These two factors can 
be consider the base for the second proposal of this paper: 
 
RQ2: Organizational structure and governance affect the possibility to implement successfully 
the internationalization strategy. 
 
To respond to the RQ1 and RQ2, a single case study is here analyzed in rela-
tion to the various changes regarding both the firm and its industrial sector.  
This research is essentially qualitative and based on data collected through 
interviews and observations of the industry evolution. The analysis and de-
scription of the phenomena are carried out through a case study approach, 
which allows to examine and interpret the firm’s strategic choices in relation to 
the various changes in its industrial sector (Mintzberg and Waters, 1982; Yin, 
1984; Sicca, 1994).  
The case study concerns Mivar, which can be considered a medium sized 
enterprise for the Italian market, but very small compared to the multinationals 
operating in the global electronic industry. Mivar manufactures television sets 
and sells only within the domestic market, turning to internationalization just 
for the supply of specific components.  
We will argue that this “lack of internationalization” – seen as result of the 
lack of vision of the entrepreneur – could be seen as one of the main factors 
leading the firm to its present decline, especially in considering the worldwide 
interaction among companies, the deep technological changes and the increas-
ing globalization of the television sets industry in the last decades. This ap-
proach is linked to the open-system theory of organizations (von Bertalanffy, 
1968; Golinelli, 2005), explaining how an organization searches dynamic equi-
librium with its environment through the continuous exchange of information, 6    P. SILVESTRELLI 
materials and people; systems and environment influence this exchanging with 
their interaction and interdependence. 
In the following sections, we will analyze the loss of competitiveness of 
Mivar, providing some information on the evolution of the television set sec-
tor, which are useful to comprehend Mivar’s strategies and its relationships 
with suppliers and big retailers. 
 
 
2. Evolution and changes within the global industry of televi-
sion set 
 
The television set industry is today varied, due to the number and diversity of 
organizations involved in its value chain; moreover, this industry is strongly in-
terconnected to other industrial sectors, such as hi-fi, computer, information & 
communication technology and electronic devices in general. This tends to sof-
ten the sector’s boundaries, generating important synergies in knowledge inno-
vation but increasing, at the same time, the inter-chain competition (Kogut, 
1991). 
The television set industry – particularly flat-screen television sets – is the 
biggest sector within the consumer electronics industry, which has been char-
acterized by consistent development during the last decade and, particularly, 
during the last few years. According to a research by Gfk Consulting Com-
pany, the worldwide flat-screen tv turnover in 2006 was 542,1 billion dollars, 
increasing to 619 billion in 2007 and 678 billion in 2008. The turnover forecast 
for 2009 comes to around 720 billion dollars, showing a growth rate of 6.2 % 
over 2008’s rate. 
According to the Annual Rapport of Anie
2 2008, this industry shows several 
weaknesses in Italy and has progressively reduced its total turnover; in com-
________________ 
2 ANIE (“Federazione Nazionale Imprese Elettrotecniche ed Elettroniche”) is the Confindus-
tria member representing the electrotechnical and electronic companies operating in Italy. This 
is a high-tech globalised industry sector, which invests substantial resources in research and 
development. SME and the Global Television Sets Industry      7 
parison to the data from the paragraph above, the turnover goes from 2.975 
million euro in 2006 to 2.665 million in 2007, and to 2.490 million in 2008, 
with an annual variation between 2007 and 2008 of 4.3 % 
3. 
In order to understand the present competitive dynamics, we need to high-
light the fact that the television set industry has been characterized by signifi-
cant changes in the past decades, like: 
 
-  innovation technology; 
-  economic development of new countries; 
-  managerial and organizational growth of trade systems. 
 
While we will argue about the third aspect in the fifth paragraph, some impor-
tant  comments  on  innovation  technology  and  economic  growth  of  less-
developed countries are here discussed. 
Technological innovations can be considered as the main factor of the evo-
lution of this industrial sector, since they have determined significant changes, 
both in production systems and products (Leifer et al., 2000). These changes 
have sometimes been radical (like the colour television as a replacement for the 
black and white and the change from the cathode ray tube to the liquid crystal 
display set), creating new market segments and modifying consistently degree 
and mode of competition. Most of the time, changes have been incremental or 
modular, modifying tv sets in terms of dimension, performance and optional of-
fered (Henderson and Clark, 1990; Gallinaro, 2004). Indeed, the origin of in-
novation has been usually from inside the industry, in the wake of huge R&D 
________________ 
3 The variation in the total turnover is influenced by imports. The Italian electronic consumer 
market has been always threatened by imports, coming firstly from European companies and 
secondly from Asian corporations. Recent research shows that even though imports of these 
goods are greater than exports in Italy (2.078 against 185 million euro in 2008), both have de-
creased; particularly, imports have been reduced by 5.5% and exports by 2.4% in 2008. Al-
though imports have been a significant factor of this industry’s development, one important 
reason for its actual reduction is accountable to a general decrease of electronics consumption, 
mainly caused by the reduced consumer’s purchasing power. 
 8    P. SILVESTRELLI 
investments that the bigger companies have made in order to “create” innova-
tion (for example, colour television was pioneered by RCA, a leader in black 
and white television).  
Despite firms try to find new ways of differentiating their products, today 
television sets are almost homogeneous, kind of interchangeable in terms of qual-
ity, because the technology inside specific parts and components is now stan-
dardized and practically known worldwide to all companies. As pointed out, 
standardization, as effect of globalization (Levitt, 1983), occurred into techno-
logical processes – especially in the high-tech sectors – which are often pro-
moted in those countries characterized by a strong economical development 
(Porter, 1980). However, the global market (as well as each national market) is 
segmented because consumer needs and factors of choice are different (Kotler 
and Keller, 2006); purchasing a television, for example, satisfies the need of ac-
quiring continuous and fast information or enjoying home entertainment, and 
a combination of product characteristics – like price, quality, design, technical 
assistance and brand image – determines the choice of a product rather than 
another. 
The other aspect that has globally changed structure and degree of competi-
tion in the television set industry is the economic development of some East-
ern  Countries.  We  can  identify  two  different waves  of  entries  in  the  sector 
(Silvestrelli, 2008): the first one was in the nineties by the East Asiatic multina-
tionals (mainly Korean companies such as Goldstar and Samsung) and, the 
second one, at the beginning of 2000 by Indian and Chinese corporations. 
These new entries have severely compromised not only the competitiveness of 
European and Japanese companies, but also the survival of small and medium 
firms, producing both final products and components, already hard pushed by 
the other competitive forces
4. 
The competitive reaction of European companies took place in terms of 
product innovation and various forms of collaboration both with direct com-
petitors and with upstream firms (Andersen, 1999; Tidd, Bessant and Pavitt, 
________________ 
4 This industrial sector is continuously changing and today companies have to deal also with 
new competitors located in Brazil and Russia, which destabilize the competitive position of 
both European and Asiatic firms. SME and the Global Television Sets Industry      9 
2001). However, these responses provided only temporary positive effects and 
were not sufficient to avoid the crisis of several European companies, most of 
which were selected out (or acquired by other firms)  between the nineties and 
2000. 
The few surviving European companies in the market have improved their 
business capabilities, making the European television set industry grow and, 
according to a Gfk research in 2008,  reaches a turnover of 46 billion euro in 
2008 compared to 36.7 billion euro in 2006. It is possible, however, to high-
light some differences among European countries. For example, in 2008, while 
Holland,  England,  France  and  Germany  registered  a  significant  increasing 
turnover, Italy and Spain hold steady.  
The television set industry today is a global sector and is characterized by a 
high degree of concentration, a rather differentiated market demand and con-
tinuous technological changes in production systems and products. The degree 
of concentration has been influenced by the increasing number of joint ven-
tures among companies, like the agreement between Philips and Goldstar and 
the one between Sony and Samsung. These alliances allowed them to improve 
their relationships with supply markets, increase the production volumes, man-
age  more  efficiently  worldwide  distribution  of  their  products  and  acquire 
know-how  and  technological  competences by  the  partner.  This  shows  that 
agreements not only take place between a strong partner and a weak one, but 
also occur between two or more companies (even if previously direct competi-




3. The growth of a small Italian firm in the television set in-
dustry 
 
Like in the rest of the world, also in Italy the television set industry has been 
characterized by a noteworthy process of concentration, causing a consistent 
shift in the intensity and type of competitive rivalry.  
Since the eighties, most of Italian firms have abandoned their business, oth-
ers have been acquired by bigger companies and converted into subcontracting 10    P. SILVESTRELLI 
firms; some others have made cooperation agreements with the most competi-
tive European companies. The two tables below give some information about 
these changes. 
 
Table 1: TV manufacturing firms ceasing their business within 1971 and 1986 
 




















Source: Silvestrelli, 1999 on Anie Annual Reports. 
 
Table 2: Some acquisitions between the Sixties and the Eighties in Europe 
 
1967  Telefunken acquires I.R.T. Imperial 
1968  Philips acquires Phonola 
1970  Grunding acquires Minerva 
1983  Philips acquires 25% share of Grunding (which will completely cease in 
1985)  
1983  Thompson acquires firstly Saba and Normende and later the whole Tele-
funken company 
Source: Silvestrelli, 1999 on Anie Annual Reports. 
 
Among these Italian firms, Mivar has held out tightly against its competitors’ 
threats and conformed to the turbulent external environment, becoming the 
only Italian firm currently producing television sets. In order to understand the 
reasons that have allowed this firm to survive for decades in the market, it may 
be worthwhile to briefly point out its main successful strategies and their evo-
lution. These will be also useful to identify the weaknesses which are causing 
today the crisis of the firm. The Mivar’s strategic choices are highlighted below 
in the following table. SME and the Global Television Sets Industry      11 
 
 
Table 3: The evolution of the competitive factors of Mivar 
 
Factors  Past  Present  
 Mission  The firm  never changed  its  mis-
sion of producing only television 
sets.  




Products were initially created to 
satisfy a specific segment of the mar-
ket where price was a crucial fac-
tor in customer choice.  
Products  is  conceived  for 
selling  in  the  whole  con-
sumer market.  
Distribution  Since  the first years  of  its  busi-
ness activity, the firm has estab-
lished a network of exclusive sale rep-
resentatives,  placed in  each  Italian 
region,  able  to  guarantee  after 
purchasing services and technical 
assistance. 
Reduction  of  the  40%  of 




High vertical integration, turning 
to  suppliers  only  for  specific 
components (such as the ray tube 
cathode in the past and the crys-
tal liquid panel today) 
Focus on assembly – grad-
ual process of vertical dis-




Simple and flexible. The structure 
not only has never been changed 
over the years, but has also main-
tained the typical shape of a small 
family enterprise.  
Any  change  compared  to 
the past. 
Form of  
Governance 
The  owner  entrepreneur  exer-
cises full control over all business 
operations,  from  production  to 
sales,  delegating  a  few  trusted 
low-level  managers  the  imple-
mentation of his decisions. 
Any  change  compared  to 
the past. 
Source: information acquired through the direct empirical study. 
 
This case study is significant in showing how a firm can survive and even 
prosper within its task environment for several decades. However, the weak-
ness in innovating and internationalizing seems an important cause of its pre-
sent decline. The choice not to export or enter strategic alliances, as well as the 
limited vision of the owner entrepreneur have had a negative effect also in 
managing the relationships with suppliers and retailers, as we shall see below.  12    P. SILVESTRELLI 
4. Supply chain management: the power of large international 
suppliers 
 
The survival of small and medium enterprises in the consumer electronics sec-
tor is also related to the economic and organizational commitment in R&D.  
Mivar represents a typical case of a firm that has imitated the innovation 
carried out by other big companies and suppliers. Low investments in techno-
logical innovation have been made, because this enterprise chose to modify its 
products only when the innovation had been already implemented by other 
firms and the new product was favourably accepted by consumers. To com-
pensate this weakness, the firm has established a kind of informal collaboration 
in research and development with direct competitors and suppliers. The ex-
change of ideas and knowledge sometimes allowed them to find new solutions, 
improving performance of the devices and fixing technical malfunctions. Mivar 
could thus be involved, although partially and occasionally, in an international 
spreading and sharing of technological knowledge, innovating indirectly proc-
esses and products (Grandinetti and Rullani, 1992; Paniccia, 2006). 
However, this kind of collaboration is now difficult and objectively insuffi-
cient. The supply chain management evolved from a traditional purchasing 
function to strategic alliances developed in a global context, where SMEs can 
particularly  gather  important  benefits  from  collaborative  interactions  with 
other firms. Another significant aspect is that in the television set industry the 
outsourcing was already achieved at international level in the seventies, where 
the Italian manufacturing firms had to face new providers of resources
5. To-
day, the relationships within the international supply chain have become even 
more complicated than before, because some of the large multinationals (espe-
cially South Korean) not only hold the leadership in the consumer market, but 
also are the major component suppliers worldwide (Silvestrelli, 2008). These 
firms were born in the seventies and eighties as suppliers of the Japanese and 
________________ 
5 In the international supply markets there are also companies producing “no brand” compo-
nents with low-quality. This highlights the importance of the “traceability” of products and the 
control of all economic activities within the specific value chain (Pepe, 2006). SME and the Global Television Sets Industry      13 
American corporations and realized a downward vertical integration becoming 
producers of television sets. Today, they operate in diverse industrial sectors, 
developing every possible diversification within the electronics industry. An 
significant  example  is  Goldstar  (LG  brand),  which  initially  operated  in  the 
chemical and cosmetic industries, and then diversified its product mix by pro-
ducing television sets, hi-fi, mobile phones and other electronic devices.    
The huge investments in R&D made by South Korean corporations allow 
them today to generate the most radical technological innovation paths; this 
not only affects the competitive dynamics for supply and final products, but 
also modifies the bargaining power of each firm in the value chain, making the 
international supply management is more complex (Salvador, Forza and Rung-
tusanatham, 2002; Cerruti and Musso 2004). In the television set industry some 
fundamental changes can be identified (Silvestrelli, 2008): 
 
-  type and quality of the parts and components needed for the produc-
tion of tv sets are subject to the technological standards set by the 
Asian multinationals;  
-  the high rate of innovation increases the degree of obsolescence of the 
products; 
-  the supply market for critical components is completely controlled by 
the Asian multinationals, which can therefore affect the volumes of 
production of manufacturing companies; 
-  the  big  suppliers  prefer  to  sell  their  products  mostly  to  companies 
which are linked to them through various forms of cooperation agree-
ments and are able to guarantee high volumes of the final product; 
-  multinationals dominate not only the supply markets, but also the con-
sumer market of television sets. 
 
The relationships between big international suppliers and small-medium sized 
firms are getting more and more complex.  Mivar shows today considerable 
difficulties since big suppliers do not always provide a constant stock of orders 
to Mivar because of the small volumes that this firm can manufacture. The 
supplier shapes a network of downstream partners, choosing those companies 
able to gain and recombine innovation. This innovation is related not only to 
their production systems, but also to their ability to implement and manage an 14    P. SILVESTRELLI 




5. The role of big retailers within the Italian TV set industry 
 
Trade  organizations  are  no  longer  simple  intermediaries  within  the  supply 
chain, linking manufacturer and consumer market, but represent “skilled” ac-
tors, able to deeply affect manufacturing companies in their distribution strate-
gies (Lugli, 1993; Gregori, 1995; Pepe, 2006).  
Retailers offer SMEs the opportunity to sell internationally their products, 
supporting their internationalization and compensating their scarce financial 
resources and lack of knowledge about international markets. However, many 
SMEs have difficulties in dealing with the big retailers, and their relationship is 
sometimes more competitive than cooperative.  
In the past, distribution was a distinctive competence for the Italian manu-
facturing firms, which could control the market through a significant amount 
of small and medium retailers that were able, on a side, to guarantee technical 
assistance and, on the other side, to monitor the consumer’s loyalty toward in-
dustrial brands.  
Due to the evolution of the trade system and the process of industry con-
centration, the Italian manufacturing firms have gradually lost the possibility to 
shape their own trade strategy. Distribution policies seem fundamentally stan-
dardized and defined by the big retailers in cooperation with the major manu-
facturers of electronic devices. The brands of the big corporations are known 
globally and pleasant to consumers, and the retailers have several advantages in 
including those electronic products in their stocks. In this case, the “industry 
power counterbalances trade power” (Saraceno, 1973). 
The case of Mivar is emblematic: pursuing initially a strategy of cost leader-
ship, Mivar has delegated the sale representatives to manage the relationships 
with the numerous small retailers, giving them also technical assistance. How-
ever,  Mivar  increased  significantly  its  market  share  in  the nineties,  when  it 
turned to large retailers for distributing its television sets (Silvestrelli, 2000). 
This choice proved to be successful and definitely innovative compared to the SME and the Global Television Sets Industry      15 
traditional  methods  of  delivering  electronic  products  to  markets.  Selling 
through these retailers enabled manufacturing firms like Mivar to achieve big-
ger sales volumes, than those obtained through the traditional stores, which 
have  considerably  decreased  during  the  past  fifteen  years  (Lugli,  1993).  In 
1996, for example, 45% of the firms’ total sales revenue was achieved by sell-
ing through big distribution firms, located mainly in the North of Italy where 
Mivar realized 70% of its sales through big retailers. 
Another advantage is that Mivar tv was coherent with the commercial pol-
icy of big retailers, since the product had good quality and low price. This also 
allowed the enterprise to participate to consumer sales promotion organized by 
the trades, and force the market when the television sets’ demand was in a 
temporary phase of stagnation
6. In this case, the relationships between manu-
facturer and retailer is strategic: both recognize the opportunity and conven-
ience in managing their economic activities interacting with each other, so ex-
ploiting the mutual expertises and resources to face the challenges of the con-
sumer  market  and  competitors  more  effectively  (Varaldo  and  Dalli,  1990; 
Gregori, 1995). Still, the collaboration between Mivar and big retailers was a 
mere transaction without any kind of co-marketing and relational marketing 
initiatives, which have been verified in other sectors (Ferrero, 1992). 
The end of the nineties marked a new time and the relationship started to 
be more complex because of economic divergences between producers and re-
tailers. While the consumer electronic sector has generally been characterized 
by a significant growth in terms of worldwide turnover (due to technological 
innovation), the total value hasn’t followed the same growth trend, due to the 
negative evolution of the price of television sets. 
Mivar and other manufacturers were subjected to sale conditions imposed 
by retailers in order to achieve high sales volumes. Conflicts undermined the 
________________ 
6 Distribution through innovative trade organizations involves several risks. Large retailers are 
not always provided with specialized sale personnel, nor equipped with post-sales technical 
service (Silvestrelli, 2000). Moreover, communication toward consumers made by these stores 
are addressed to advertise the store name instead of product brands. The promotional initia-
tives are thus aimed at creating loyalty to the point of sale, rather than the product. Another 
risk is that selling through these retailers can compromise a product brand, since many con-
sumers are used to buy electronic products in traditional specialized retailers. 16    P. SILVESTRELLI 
relationship and the owner entrepreneur decided to decrease sales and not to 
grant any discounts or price rebates, in order to limit the increasing trade’s 
power. This choice was rather unusual, since most electronic products are sold 
through innovative and specialized trade organizations. However, according to 
the owner entrepreneur, good quality, low price of this product and consumer 
loyalty would have convinced retailers to maintain Mivar sets among their as-
sortment. Unfortunately, retailers removed Mivar products from their com-
mercial stocks. Small size, structural and functional deficiencies and lack of 
awareness of the owner entrepreneur about the environmental changes made 
Mivar no longer reliable as a supplier for retailers. 
 
 
6. Findings and discussion 
 
The analysis of Mivar shows that the firm was successful until the beginning of 
2000 because of several strategic decisions, which allowed it to capture market 
opportunities and survive in such turbulent environment like the consumer 
electronic sector. However, the environmental challenges – industry concentra-
tion,  ever-changing  technology,  suppliers  and  retailers  competitiveness  and 
consumer evolution – made the positioning within the market extremely diffi-
cult to maintain, especially for a small firm dealing with competitive global 
corporations. 
Nevertheless, the weaknesses of this enterprise cannot really depend only 
on the dynamic and fast changes of its sector, but the causes of its crisis should 
be found also within the organization itself and, in particularly, in those admin-
istrative choices that never changed. In fact, the analysis so far presented high-
lights that some strategic and organizational choices have changed in relation 
to the evolution of the industrial sector, while others remained unchanged. 
Among the first ones, we can mention: 
 
-  target market; 
-  distribution strategy; 
-  production system. 
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Concerning the first aspect, the goal of the company’s owner has always been 
to offer a good product at a low price, so the strategy was first focused on 
serving a particular target. Clients showed satisfaction according to compara-
tive judgments resulting from the product’s perceived performance in relation 
to their expectations in terms of quality and price of the Mivar tv set. The 
choice to serve afterwards the whole market derives from two main factors: 1) 
the notoriety acquired by the firm over the years and 2) the possibility to cover 
those market spaces abandoned by the most innovative companies, interested 
in searching new technologies for new products.    
Regarding the distribution strategy, the choice to cover all Italian territory 
through sale representatives able to give technical support has been successful 
both in retaining customers and developing their loyalty over the years. This 
confirms that product quality, service quality and price have a significant im-
pact on the customer’s perceived value  and, therefore, on its brand loyalty 
(Parasuraman, Grewal, 2000). The choice of using a regional sale force to dis-
tribute products gives Mivar several advantages. The agents have become an 
important source of information regarding both the consumer’s trends – such 
as preferences, frequency, ways and places of purchasing – and the competi-
tors’ moves, in terms of price and promotion, as well as other forces within the 
market environment (Kotler and Keller, 2006). 
Indeed, the fact that the sale representatives could offer technical service to 
small retailers and consumers allows Mivar to differentiate from its competi-
tors (as Philips, Sony and Panasonic), which often, on the other hand, had their 
repair services in their own countries and therefore needed more time to fix 
the technical problems of tv set (Silvestrelli, 2000). It is known that product 
demand can be increased by demand of the services related to that product 
(Fornari, 1999). Today the situation has significantly changed. The multina-
tional companies have developed an efficient international network of post-
sale services, dissolving an important element of differentiation for this firm. 
Today they are in fact able to offer quick technical assistance, thus contributing 
to increase the degree of customer satisfaction. 
The last factor which has changed over the years regards the production sys-
tem.  Unlike all other companies have been turning to outsourcing for most of 
the production phases, the entrepreneur initially decided to maintain the con-18    P. SILVESTRELLI 
trol in most phases of the manufacturing system through the strategy of vertical 
integration. This strategic decisions allows the firm to reduce handling costs in 
the operation process, achieving both economies of scale and internal control 
and coordination (Porter, 1980). Moreover, by integrating its production proc-
esses, the firm can save on some of the selling, price shopping, and negotia-
tions costs of market transactions, except for some high technology compo-
nents (such as the cathode ray tubes in the past, and the liquid crystal displays 
today), which can be acquired only by specialized suppliers operating world-
wide
7.  
However,  if  vertical  integration  has  had  the  effect  of  achieving  greater 
autonomy in the production and decreasing some manufacturing costs, this 
strategy has gradually lost its effectiveness and today doesn’t help the firm to 
deal with the current market dynamics.  
The supply of the majority of the components (such as liquid crystal and 
plasma panels as well as other electronic devices) is today compulsory for most 
of the manufacturers of tv sets: the big international suppliers are able to ex-
press strong power all along the supply chain, forcing manufacturers to depend 
on them regarding the volumes of production and the level of technology of 
the products. Concerning Mivar, the firm is facing serious problems in coping 
with the competitive pressures of foreign providers of resources because big 
suppliers do not consider rewarding and profitable to sell to small businesses. 
 
We can now analyze the other three main strategic choices that, according to 
the information highlighted in the table 3, have never changed: 
 
-  firm mission; 
-  organizational structure; 
-  model of governance. 
 
________________ 
7 It is however difficult to improve vertical integration efficiently, especially in dynamic sectors, 
affected by continuous technological changes. Buckley and Casson (1976) pointed out that 
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The entrepreneur has never changed the mission of his firm, while its competi-
tors have diversified within the differentiated consumer electronics market, and 
expanded their businesses in producing, for example, calculators, hi-fi sets and 
devices for telecommunications.  
The strategic decision not to change the structure is due to the fact that the 
firm didn’t modify its mission and has never carried out a strategic radical 
change, like, for example, diversification and internationalization
8. The typical 
structure  of  a  family  business  was  an  important  means  to  reach  flexibility 
within both production and administrative decisions. However, the lack of a 
more articulated organizational structure, on a side, and the unwillingness of 
the owner entrepreneur to delegate the control, on the other side, didn’t allow 
the  firm  to  acquire  manager  and  technicians  able  to  carry  within  the  firm 
knowledge and competences to deal with the ever-changing competitive envi-
ronment. 
Concerning the third factor, the firm clearly shows a situation where gov-
ernance coincides with management: the entrepreneur defines and plans strate-
gies as well as managing, organizing and controlling all the activities, governing 
the entire decision making process. However, if in the past this was a point of 
strength for the firm, today the role of entrepreneur’s leadership in the busi-
ness administration can represent a critical weakness, especially in considering 
the problem of inheritance of the business. 
 
 
7. Conclusions and implications for future research 
 
The television sets industry has been characterized by a remarkable globaliza-
tion process, whereby the strategic choice of internationalization has been the 
way for companies to acquire knowledge in innovation technology, create syn-
________________ 
8 Changes in the strategy usually require related changes in the organizational assets (“structure 
follows strategy”), in order to make the firm afford the new strategic challenges (see the semi-
nal work by Chandler, 1962). 20    P. SILVESTRELLI 
ergies  through  cooperation  and  alliances,  and  become  involved  in  a  global 
network. 
This implies that it is no longer important to share information and experi-
ence, but it becomes critical to acquire high specialized skills and capabilities of 
organizing, managing and valuing the business activities. To deal with the ex-
ternal environment and adapt against the environmental determinism, it is not 
enough just “to be part” of it; it is necessary to be able to develop and activate 
competences and skills in order to gain a position within the market, trying to 
decrease the degree of dependence on the environment (Hamel and Prahalad, 
1990). 
Concerning the first research question (“The internationalization process gives to 
SMEs great opportunities to grow”), the analysis of the television set industry, as a 
global sector, confirms that the internationalization process – in all its dimen-
sions and forms – gives to both small and big companies the advantages to be-
long to a “global community” and the opportunity to face competition and 
survive in a complex economic environment.   
Mivar couldn’t internationalize because of two main weaknesses. Firstly, the 
business resources were not sufficient quantitatively and qualitatively to cope 
successfully with international competition; secondly, the lack of information 
regarding the specific and general external environments made it difficult to 
deal with rivals within non familiar markets (Aaby and Slater, 1989; Cafferata 
and Mensi, 1995, Wolf and Pett, 2000). At the same time, Mivar has never 
seized the economic and organizational opportunities from the industrial pub-
lic policies, aimed at providing SMEs with “real services to internationaliza-
tion” (Bonaccorsi, Varaldo, Dalli, 1990). 
The owner entrepreneur looked at international markets only for procure-
ments and focused on the domestic market, claiming that the Italian market 
could offer significant growth opportunities for firms within the television set 
industry. His goal was to increase the firm’s market share from 34% (achieved 
in the nineties) to 50%, which, in his strategic vision, was the reasonable condi-
tion to start export activity. 
Consequently, we can say that the “lack of internationalization” is the main 
cause of the crisis of Mivar and this crisis has to be searched in the strategic 
choices, or rather, within the behaviour of its entrepreneur in terms of his unwilling-SME and the Global Television Sets Industry      21 
ness to modify the way to manage and organize the firm, in relation to the en-
vironmental changes. In other words, the strategic choices strictly “market- re-
lated” (such as target market, distribution strategy and system of production) 
have been changed because the competitive dynamics in the sector pushed the 
firm from outside to implement these changes. On the contrary, modifications 
of the organizational and administrative assets that are more “firm-related” 
(such as mission, structure and model of governance) have not occurred, pre-
venting the firm from the possibility to find out new solutions to compete 
within the market. 
We can therefore confirm also the hypothesis that “organizational structure and 
governance affect the possibility to implement successfully the internationalization strategy”.  
The Mivar case study is as an example of how the governance has been able 
neither to drive the firm to any sort of international growth, nor to form struc-
tured alliances with upstream and downstream companies. In fact, even if the 
decision to internationalize has never taken place proactively, the owner entre-
preneur has not even considered the opportunity of entering strategic alliances 
with bigger companies, although this choice often represents a successful way 
for SMEs to access into international markets (Pepe, 1984, Caroli and Lip-
parini, 2002).  
The  involution  of  Mivar  shows  the  dynamic  relation  between  strategic 
choice and environmental determinism, which varies in time and space, modi-
fying the degree and type of the sectorial competition. The process of interac-
tion between environment and organizations generates tension and produces 
both organizational and environmental changes (Jacobs, 1974; Pfeffer and Sal-
ancik, 1978). 
Mivar has been able to deal with other competitive forces, adapt to ever-
changing competitive dynamics and survive in the market over the years; how-
ever, it now seems to be in a sort of "strategic lethargy" (Cafferata, 2009, 266) 
that could lead it to be ousted from the market. In fact, the points of strength 
that have allowed Mivar to compete within its sector and the consumer loyalty 
developed over time are now insufficient to deal with the pressure from global 
competitors. 
Although the possibility of generalizing is minimal, this case study can be 
significant  to  highlight  the  relationship  between  industry  development  and 22    P. SILVESTRELLI 
business strategies; moreover, it is useful to highlight the role of the govern-
ance – specifically the ownership structure and type of leadership of the entre-
preneur – on the formulation of strategic choices and, in this specific case, on 
the firm’s loss of competitiveness. This can be an interesting research field that 
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